Collaborative work partnerships bring joy and meaning to one's work. Additionally, outcomes and productivity from the partnership are often richer and more expansive, contributing more to the system and more to the profession than individuals alone. Using stories and examples from their 12-year work relationship, the authors will explore elements that contribute to successful collaboration. This article will highlight the importance of embracing vulnerability as a preparatory step to creating collaborative partnerships and will discuss a model to understand how a partnership can advance the relationship to a higher level. Finally, it will examine how relational coordination in work settings can support productive collaboration.
successful partnership and wanted to know the secret recipe. Humbly we accepted the invitation to speak. We used this opportunity to reflect on our 12 years of work together and review the literature so that we too could come to understand the key ingredients of our successful collaborative partnership.
On becoming connected
There is a tension between the benefits and challenges of working autonomously versus working in a shared partnership (Table 1) . Shared work requires negotiated roles, goals, and schedules. Individuals may fear the risk of compromising their reputation as an expert, by inviting others to join their professional work. The literature describes the benefits of collaboration 1 ; however, strong partnerships do not form overnight.
The core elements needed for collaborative relationships to develop are trust, vulnerability, and connection. In her book, Daring Greatly, Brene Brown talks about the interconnectedness of these elements. 2 Paramount in partnerships, trust builds slowly over time through small acts or moments. Trust grows when we share hard things or reveal our imperfections without receiving judgment. It grows when we put our priorities aside to support someone else. In the five dysfunctions of a team, Patrick Lencioni describes this, vulnerability-based trust, as foundational to team functioning and partnerships. This type of trust requires being open with one another about our weaknesses, feelings, or failures. 3 A prerequisite to developing vulnerability-based trust is the willingness to engage in self-reflection and acknowledge one's struggles. It is natural for us to feel empathy when someone shares their vulnerability with us. Yet, we tend to see our own vulnerability as a flaw or weakness. We may put a lot of effort into concealing our "flaws" out of concern for what others might think. Embracing vulnerability is the act of being open to one's authentic self and sharing this with others. In doing so, we look for cues or a sense of mutuality, enabling us to take Table 2 ). The circular causality of trust, vulnerability, and connection in work relationships allows for creativity and innovation with outcomes that exceed individual performance. 4 This synergy gives us the courage to lean into something new, take risks without a guarantee of success, and to let go of the pressure-filled demands of perfection. Despite being hard wired for connection, the challenge is to overcome the myth of self-sufficiency. Our need to be the expert or discomfort that comes with thinking about partnering is an expression of our vulnerability.
Autonomy and collaboration are not at odds with each other. 5 A recent survey of 300 U.S. physicians and PA's analyzed measures of resilience, practice meaningfulness, satisfaction, and risk intolerance. Results concluded that autonomy and relational needs are two alternate sources of resilience. However, having relational needs met trumps autonomy in predicting resilience. 6 This study reinforces the argument that connections matter and are fuel for resilience. The benefits outweigh the challenges associated with developing partnerships.
Creating meaningful partnerships
In their chapter, Developing and Maintaining Trust in Working Relationships, Lewicki and Bunker 7 share a theoretical model, similar to dating relationships, that describes the gradual development of trust in three stages of professional and organizational relationships.
Behaviorally based trust
The first stage of the relationship begins with developing a sense of trust based on behavioral consistency. This gradual process, known as "calculus-based trust" involves a series of gains and setbacks as the dyad begins to collaborate, negotiate shared work and follow through on their commitments to each other. Behavior choices are reinforced by the rewards associated with being trustworthy and the risk to reputation when expectations are not met. A positive partnering experience fuels a desire to continue the relationship. A negative experience, such as a partner showing up unprepared for a work session, violates trust and threatens the developing relationship. Additional contributing factors for failing to progress include a one-sided relationship with an imbalance of power or investment in the project, or a belief that partnership is not needed in order to complete the work.
Knowledge-based trust
If behavioral consistency evolves in a manner that reinforces trust between the two individuals, the relationship will begin to grow with a desire to know more about the partner, creating the foundation to move into "knowledge-based trust." As a result of consistent patterns and experiences, the partners begin to know and understand each other well enough to be able to predict their behavior and preferences. This stage requires determination, focus, regular contact and exchange information, and knowledge of the partner's approach to problem-solving or handling stress. 1 When alterations in expectations occur during this stage, partners seek to understand the context of the behavior. They have grace for one another in the midst of their vulnerabilities because of the value they hold for the relationship. They strive for shared or balanced roles in their work together and recognize each other's strengths. Many productive work partnerships peak at this functional level.
Growth in this stage is fueled by the energy generated in conversation and coordination with each other. In a 2005 article, Quinn and Dutton 8 describe the emotional and motivational dynamics involved when people are working together. The way conversations unfold and the effort people put into coordinating activities depends on the energy that is generated or depleted as they converse. When energy and affect from the conversation are positive, it reinforces the coordinating experience. This is the sweet spot, when the rewards of working together far outweigh the challenges, and enthusiasm keeps the partners moving forward. Positive energy and associated positive expectations influence the effort people invest in the relationship and tasks. This is essential for a partnership to advance to stage 3.
Identification-based trust
As parties learn more about each other, they begin to identify with the other's needs, preferences, and priorities, eventually coming to see them as their own. This is the evolution into "identification-based trust." Through the interpersonal process of collaboration, the partners develop a sense of attunement and shared mind. 9 New ideas and perspectives emerge as a product of shared thoughts, feelings, and values. They may represent the partner's perspective when she or he is absent or join the partner in advocacy to strengthen the voice. The partners experience complete empathy for one another, honor what makes them vulnerable and nurture a deeper connection.
Lewicki and Bunker
7 identify key factors that promote the development of identification-based trust: collective identity, a co-located work setting, creating shared goals and joint projects, and committing to a community of shared values. We, the authors, recognize the role these factors play in maintaining our meaningful collaboration. To make this work, we prioritize protected time together and create both physical and electronic shared work space. As a result of our shared mind and voice, others have ascribed to us a collective identity, calling us "the Amys" or the dynamic physician/behavioral scientist duo. This is a reward. We have not lost our expertise, but in fact feel stronger and more valuable because of our connection.
Cumulatively, we have reached the place where we identify with each other's shared values. A poignant example of this occurred last fall. Amy R. has been a champion for primary care behavioral health integration in our community for many years. Leading this system change has at times been an uphill climb. Amy O. embraced the opportunity to leverage the power of her physician voice, by advocating for the expansion of integrated care as a panelist at a community forum. This experience was an excellent illustration of our shared mind and values, complete attunement, and the rewards associated with sharing the load in the midst of challenges.
Fueling resilience
Collaborative partnerships can be fuel for personal resilience. However, the true success of these relationships should be measured in the context of the systems in which they exist. Successful systems support collaboration through enabling the relationships in the system to have shared goals, shared knowledge, and mutual respect. These systems are structured to ensure frequent, timely, accurate communication with a focus on problem-solving. When both relationship and communication domains are in sync, high quality efficient outcomes and high client and worker wellbeing are achievable. 10 Conversely, outcomes are compromised when systems fail to foster these essential elements. This theoretical model is known as What is Relational Coordination, credited to Jody Gittell, PhD, and can be both a theory and a metric. 10, 11 It was first used as a validated tool in 1994 looking at performance in airlines and then it was used to evaluate high performance in health care. It supports creating interdisciplinary and interprofessional integration when the complex process involves time constraints, uncertainty and the best outcome cannot be achieved by a single person. 10, 12 The potential for the success of collaborative partnerships lies both in the relationship itself and in the system in which it exists.
Indeed working in a system with high relational coordination can lead to higher resilience among the people working in the system. Complex tasks and processes thrive in systems that offer psychosocial support and high processing capacity (products of high relational coordination). As a consequence, workers experience diffused stress, collective coping, and satisfaction with task completion. This leads to increased resilience. In addition, working together toward a common goal reduces role bias and minimizes status differences. 10, 13 Collaboration itself can be satisfying, but when collaboration happens in the context of a supportive system, the benefits for everyone are magnified.
Conclusion
Collaboration is powerful. In the beginning, the work may seem more difficult and time consuming, but in the long run, it is easier, more creative, and far more fulfilling. With our shared passions and differing strengths, we are able to accomplish more together. We know the impact of our collaboration extends beyond achieving professional goals. As residency faculty, we often lean into the role of providing a holding environment, in times of distress, for the people in our program. It is our meaningful connection and willingness to be vulnerable which enable us to navigate difficult situations. The weight of holding these things is diffused when we share the stress. Our resilience is bolstered because of our relationship.
